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18 May 1971

MEMORANDUM FORt Director, National Estimates

SUBJECT: Production of Milltary Estimates

1. As we all know, NIE's 11-8-70 and 11-3=71 have been well
received by consumers at the highest levels of the Govermmenit, and
I am glad that our military estimates now appear to be on the right
track. No doubt they can be further improved as we become more ac-
customed to the new and extended format, and as we receive sug-
-gestions and recommendations from our readers.

2. Production of these estimates waa inordinately delaysd,
owing in part to the much greater length and detall in which the
material was set forth. But there appear also to have been problems
arising out of the procedures, admitiedly experimental, which I out-
lined to you last year for producing these papers. I want, thers-
fore, to modify and clarify my earller memorandum so as t.o insure that
the ssztimates are produced more expeditiocusly.

3.  The Board of National Estimates, and specifically the Board
member designated as Chairman of the paper, remain responsible for
the content and structure of the estimate as a whole, An Agency
task force, headed by a senior substantive analyst from the DD/T or
DD/34T and with membership from the substantive offices of the
DD/I, DD/S&T and the ONE Staff, will support the BNE Chairman and be
directly responsible to him. Nambera of the task force wlll alsc be
responsible for keeping the DD/T and DD/S&T informed of the progress
of the estimate and any potentlally significant problems.

L. The Pirst stage in production of the estimate will be
meetings among the BNE, the Agency task forve, and Community repre-
sentatives to discuss and agree on the maln issues to be addressed,
the scopes of their treatment, and a working outline in as much detail

_as may be feasible. The BNE Chairman will then task the various
participants for inputs -- in the form of contributions, draft
sections of text or annexses, statements of potentially divergsnt
positions -- with a view to insuring that the special competencs of
each 1s fully uvtiliged.
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S. Working in close consultation with the Board Chairman,
the head of the task force will direct the preparation of an
initial draft. Inputs frem the participating USIB agencies and
camittees should be used, when feasible, as the basis for secitions
of this draft; it should also incorporate divergent views on msjor
i1ssues. The initial draft will be reviewed and revised by BNE to
insure that a coherent, integrated, and balanced working draft is
sent to USIB agencies for coordination in the customary manner.

6. Obviocusly we must produce these estimates on the schsduls
to which we conmit ocurselves and on which consumers rely. T wiah,
therefore, that all concerned should give to thelr preparation the
highest priority, subject only to clearly overriding demands of
work on other projects of great urgency. ,

[Firr=e) Tebard M8

Richard Helms
Director
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13 May 1971

MEMORANDUM FOR: Lieutenant Osmeral U. V. Bennedt, USA, Director
Defense Intelligence Agency

SUBJECT s Produstion of National Intelligence Estimetes on
Soviet Forces (3-1087/DB)

1. I have studied carefully your memorandum to me of & April
concerning production of NIE's on Soviet forces. It ia obvious that
changes in the scope and content of these papers nade last year gave
rise to problems which we must now zort out. In particular, the de-
lays which caused inconvenience in befense must not recur.

B2, T take it 20 be established that estimates on these subjectis
mst now comtsin extended statements of svidence and snalysis sup-
porting key judgments, and that differences of visw must be fully - -
explained, not merely assertsd. The Presidentts lettsr to me of
8§ March warmly commended these innovations and must be taken as
guidance for cur future work.

3. Other users, as you indlcate, may not need such a detailed
presentstion, For them, we should continue to provide extsnded con-
clusions and swmnary tables. Also, now that we have comprehensivaly
covered the subject in the last round, it will be possible to tranafer
some material from the main text to annexses, and perhaps lo omit some.
In future, the main text should be constructed around the several key
asstimative iassues, with purely descriptive or hintorical matter, so far
as it 1s still needed, being removed to annexes. '

L. I do not faver your suggestion for publishing a separste
rly series on what you call “"baslc intelligence . . « that does

not relate directly to key issues, . . * A distinction between what i3
vbagle® and whas 13 not seems to me artificial in the case of these
estimates, ssrecially since we are how regquired to provide large
amounts of detail, Users have often told us, moreover, that they
greatly value having all relevani information in 2 single document.
Tn addition, I do not wish to see a further nroliferation of mublica~
tions which, apart from being undesirsbls in 1tself, would be wastaful
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of our production rescurces at a time when we ara under injuncticn to
use them more efficiently.

5. As to procedures, I consider it essential thst responsibility
for orgzanizing and gniding our common effort in the production of
NIE's vemain centsred in the Office of National Estimates. This system,
which has proved 1tself over more than twe decades, beat lnsures that
the rescurces and srecial competence of all) parilcipating agencies will
be fully and fairly utilised.

4, Therefore, I intend that the PBoard of Nationel Bsiimates re-
main responsible as before for preparing the Community's working drafts
as well as for effecting thsir coordination. The Board will tesk
participating agencies for inputs in the form of contrimutions, draft
sections of text or annexes, and statsments of potentially divergent
positions. (Clearly, for these eastimates “"conitributions® which are in
effect whole drafts are unsuited and wasteful.) ONB will insure thad
the inputs of all egencies are used to achieve & coherent, integrated,
end balanced working drafdl. )

7. Particularly in view of your desire to see NIE's 1l~3 and 11-8
appear even sarlier this year, a matter I mndesrstand we will be discussing
shortly when USIB takes up the eatimative program, I consider the pro-
cedures outlined above essential to accowplish our common task.
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